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The Auditing Division.
The Auditing Division, in which the job specifications and tests wTere prepared, is devoted to the auditing of the receipts of the interurban section of the railway, both passenger and express. This division also keeps records of car mileage and calculates the expenses and receipts of operating cars in terms of car miles, passenger miles, car hours and other statistical units.
The daily receipts of cash and tickets of each conductor on the interurban division are audited in this division. At the end of each day each conductor turns in the cash and tickets collected by him during the day, and a book of stubs, each stub representing a receipt issued to a passenger for the fare which has been collected. The passenger interurban railway receipt auditor calculates the value of each receipt, and checks the conductor's returns in money and tickets against the total value of the torn stubs. The railway receipt auditor does not handle any money. This is counted by a money counter and a statement of the amount turned in by the conductor given to the auditor. The latter, however, does count the tickets and checks them against the stubs. In addition to the audit of interurban passenger receipts the daily receipts of the city lines are audited in this division. This involves a separation of cash from tickets, the counting of the cash and the weighing of the tickets, etc.
All express business carried on by the interurban line is also handled by this division. Express rates must be calculated, cus-tomers charged, statements issued, etc. In addition various statistics concerned with passenger and express business are prepared in this division.
All of the employes in the Auditing Division are called Auditing Clerks both on the pay roll and in a classification of employes prepared by a Wage Equalization Board. The implication in such a designation is that all the employes in the division perform exactly the same duties and that similar competency is required for every job in it. As a matter of fact, it was found during the course of this study that the workers simply called "clerks" were engaged on nineteen different jobs requiring dissimilar competencies on the part of the workers.
There existed, neither in the Employment Office or elsewhere a standard statement of the duties of the jobs in this division (or in any other unit of the organization) and of the qualifications which a worker must possess in order to be proficient on any one of them. Such a statement, known as a job specification, is an essential part of the machinery of effective personnel administration. Such a job specification involves:
1. A description of the job with special reference to its duties and the conditions under which these duties are to be performed.
2. An analysis of the physical qualifications of the job.
3. An analysis of job competency?of the mental qualifications which the individual must possess in order to make a proficient worker on a particular job. A complete analysis of job competency includes a statement of the specific abilities, the knowledge (degree of intellectual attainment with educational material), and the temperamental qualities of the worker. A statement of previous experience is also sometimes involved.
The specific items which must be included in such a description of the jobs are as follows:
1. Name of the job. Provision has also been made that for a period of from three to six months the employment agent send to the division head for interview and employment some or all of the applicants whose scores in the tests are belo\v the Lowest Acceptable Score, and that the work of these so employed be even more closely followed up.
The Psychologist and Job Specifications.
It has been indicated throughout this report that the job specification is made up of three parts: (1) a description of the duties of the job; (2) It is not only necessary to indicate the specific mental abilities which are required on a given job, but it is necessary to indicate the extent to which each job calls for a specific ability. In many cases, the difference in competency between two jobs consists not of a difference in number and kind of specific mental abilities for which the job calls, but in the extent to which each is called forth in the job. The difference is not one of content, but of pattern?an emphasis in one job of certain specific mental abilities, which, by reason of a difference in the operations of the other job, are not emphasized in the second job. It is therefore necessary to give a quantitative rating to each ability with reference to the extent to which it is required for success on a given job. For this purpose, in the analysis of the jobs discussed in this report, a 5-point scale, in which each of the numbers 1, 2, 3, 4, 5, represents a degree to which each specific mental ability is essential for success upon the job, was used. The meaning of each numerical rating is given below. In other words, thinking in terms of the mental abilities which are called for a given job, 1 means that the importance of the ability so rated is practically negligible in job success; 2 means that this ability is called for to such a slight extent on the job that a deficiency in it on the part of the worker interferes only slightly with the capacity of the worker to perform efficiently the duties of that job; 3 means that the ability is significant, but that it is not one which particularly distinguishes this job from other similar jobs; 4 means that the ability is essential and that it is called for to such a great * W. H. Young, "Physical and Mental Factors Involved in the Formboard Test," Psychological Clinic, Nov. 15, 1916. tH. J. Humpstone, "The Analytic Diagnosis," Psychological Clinic, May 15, 1919. degree that a deficiency in it on the part of the worker engaged on the job would interfere seriously with the efficiency on the job; 5 means that the job requires this ability to such an extent that a deficiency in it on the part of the worker would make him absolutely incompetent to fill the job.
The specific mental abilities used in this investigation and suggested for use in job analysis are as follows:
1 25. Executive. This refers to the capacity for leadership required on the job. This is a complex, unanalyzed mental ability which can only be rated in a very superficial way. This is probably a complex of personality as much as it is one of specific ability, but it is tentatively included in this list.
In order to facilitate the use of these terms in making job analysis, Form M. Q. 1 was provided. A copy of this form, giving an analysis of one of the jobs studied in this investigation, is included in this report. It will be seen that on the left-hand side of the form are given the specific mental abilities. To the right of these are five columns numbered 1, 2, 3, 4, 5, respectively. Each specific mental ability which is required by the job is checked with an X. The X is placed in one of the columns marked 1, 2, 3, 4, 5, with reference to the degree to which it is significant on the job. The three specific mental abilities which most definitely distinguish the job, that is, which represent the specific mental abilities of greatest importance for success on the job are checked with XX.
A line connecting the X's on the chart gives what might be called a "job psychograph." If the form is held so that the specific abilities come at the bottom of the sheet and the curve strikes horizontally across the page/ fthe peaks of the curve reveal at a glance the specific mental abilities, which, in the opinion of the one who is making the job analysis, are the ones Which are most essential in job success, These abilities can be called the "keystone" specific mental abilities of the job and they are correlated to the "keystone" operations of the job or the activities which most clearly distinguish this job from other similar jobs. In providing tests of job competency, the aim should be to test particularly these keystone mental abilities, for it is the possession of these abilities to the extent required by the job which makes the worker most competent to fill the job. The tests should be such as to pick individuals whose vocational psychograph coincides with the job psychograph. The problem in both vocational guidance, in which the job is selected for the individual, and industrial guidance, in which the individual is selected for the job, / is to make the vocational psychograph and job psychograph coincide.
